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Engineer I
Scope of work: Individual-level directed impact

Almost all work is assigned by Project Lead or Product Manager. People and team, 
Tools and processes

The expectation is that substantial communication and iteration occur before code is 
merged. Judgment, Delivery

Is not responsible for major system features or functionality at an architectural level. 
Fixes bugs, makes modifications, and implements features concretely defined by 
tasks. Content, Delivery

Basic language features are mastered, but advanced concepts may not be. Tools 
and processes

May require assistance following patterns defined in existing codebase. Tools and 
processes, Judgment

Follows priorities set by Project Lead, or Product Manager, generally focusing on 
and completing a single task before moving on. Judgment

Can articulate the context of their current task. Solution seeking

Domain knowledge is limited to a small number of services and systems. Content

Directed to specific files, classes, and modules when adding new behavior.

Improves technical skills and processes to be more efficient completing tasks Drive 
to grow

Mentorship – No expectation of participating in mentorship

Engineer II
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Scope of work: Individual level autonomous impact

Expectation is that work occasionally needs changes in architecture, design, or 
implementation, but that they seek review at the right time. People and team, 
Judgment, Delivery

Follows established patterns and approaches within existing code bases with ease. 
Sometimes establishes new patterns within a smaller scope with guidance of a 
coach or mentor. Tools and processes

Works mostly on clearly defined and scoped individual features or problems. 
Doesn’t often plan next steps or resolve how to deal with unknowns by themselves. 
Content, Judgment, Delivery

Has started taking ownership of services/components within the system. e.g. 
Activity editing, Reporting, Billing, Viz, Presenter App, Poll Renderer, Cutlass, 
Firehose. Content

Prioritizes own time to deliver at or above expectations on more than one objective. 
Occasionally struggles with juggling their primary work with ongoing commitments 
and responsibilities. Judgment, Delivery

Can articulate the context of the current vertical slice. Solution seeking

Has participated in many parts of delivering a project (architecture, planning, 
shaping, communication, documentation, metrics, and execution). Can take many 
features from concept to shipping with some guidance. Solution seeking, Content, 
Delivery

Active contributor to project shaping. Explore implications of technical approach and 
discover challenges or benefits of using that approach. Know where to look in the 
codebase when doing feature work. Content

Iterates on process, improves technical skills, and deliberately practices clear 
communication to improve delivery of a project Drive to grow

Mentorship – Guides less experienced engineers or newly hired engineers to follow 
established patterns. Improves lottery factor of systems they own through training 
others.

Engineer III
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Scope of work: Team-level impact

Establishes and documents high-quality, maintainable patterns and common 
approaches that simplify system mental models or improves developer experience 
within code bases. Where possible, automates enforcement. Tools and processes

Other engineers request their feedback as a trusted expert. Content, Judgment

Owner of many services/components within the system. e.g. Activity editing, 
Reporting, Billing, Viz, Presenter App, Poll Renderer, Cutlass. Content

Prioritizes own time to deliver at or above expectations on more than one objective. 
Incorporates ongoing commitments and responsibilities alongside primary project. 
Focuses on the most important details. Judgment, Delivery

Consistently participates in all parts of delivering a project including architecture, 
planning, shaping, communication, documentation, metrics, and execution. 
Considered essential to the project’s success. Fully capable of taking substantial 
features from concept to shipping. Solution seeking, Content, Delivery

Actively requests feedback in clarifying their communication to improve delivery.

User oriented. Understands implications of work and how it affects the user. 
Collaborates with other functions to deliver on these goals. Solution seeking, 
Delivery, Tools and processes

Continuously invests in personal development and brings knowledge to the rest of 
the team (e.g., reading books, blogs, papers, attending conferences, or participating 
in open source software.) Drive to grow

Can articulate the context of the current project. Solution seeking, Judgment

Demonstrates a deep technical understanding about the internal workings of most 
services and systems Content

Identifies processes that could be improve and follows-through to deliver these 
improvements. Drive to grow

Mentorship – Over time, transfers ownership of systems they own to others in order 
to provide mentees with growth opportunities and to pursue higher impact work for 
themself.
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Mentorship – Collaborates with peers to think through the multiple facets of a 
problem, clearly articulating trade-offs of various solutions, and selecting a solution 
that optimizes for the tradeoffs the team prioritizes.

Engineer IV
Scope of work: Multi-team level impact

Fully capable of driving technical design, owning, and running entirely new projects 
from scratch, especially when given a goal but little other direction. Solution 
seeking, Content, Judgment

Able to step back and see the system as a whole in order to question existing 
assumptions and follow through on execution to drastically simplify or improve the 
design. Solution seeking, Drive to grow, Judgment

Can articulate the context of all running projects and the implications for future 
work and our future product offering. Solution seeking, Content, Judgment

Can explain in great technical detail how all aspects of the Poll Everywhere 
system works. Content

e.g. Automating an entire process so it’s no longer a hands-on concern

Plugged into the community so as to be able to recognize and judge the state of the 
art, incorporating what will benefit PE. Drive to grow, Tools and processes, 
Judgment

Pushes the whole organization forward regularly in collective understanding of 
technology or tools that solve our problems elegantly. Solution seeking

Acts as a force multiplier across the organization by making entire systems operate 
more efficiently. Drive to grow, Judgment, People and team

Solves systemic problems by driving process change and incorporates feedback in 
clarifying communication to improve outcomes for entire teams or departments 
Drive to grow

Sets standards and vision for what great technical skills look like Drive to grow

Offload systems that are outside of the core product offering to 3rd parties, enabling 
engineering to focus on problems that are more important to the business.
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Mentorship leader - Mentors others to have the traits of a L3 mentor.


